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Abstract 
The role of the modern-day Chief Information Officer (CIO) is multi-faceted, dynamic, inherently pressured 
and complex, and one which requires a multidisciplinary knowledge and skill-set. As the executive charged 
with the responsibility of managing the fast changing and complex Information Systems (IS) and 
Information Technology (IT) function, the modern-day CIO must possess and continually develop a wide 
range of diverse competencies. Today’s CIO is required to take a much broader role in the business, drive 
business transformation, innovate for competitive advantage and act as a key strategic partner within the 
wider organisation. This study reports preliminary findings from 30 Australian CIOs on the identification 
of core competencies and is part of a larger body of work leading to the development of a CIO Competency 
Framework  - for use by both practitioners and researchers to help bridge the gap between practice and 
theory and aid in CIO succession planning. 
 
Keywords:  CIO, Competencies, Competency Framework, Core Competencies, Chief Information 
Officer 
 
Introduction 
Over the past four decades organisations have become increasingly dependent upon Information Systems 
(IS) and Information Technology (IT) to underpin and drive the engine of the enterprise (Chun & Mooney, 
2009; Hunter, 2010; Peppard, 2010). Traditional distinctions between business and IT have become 
“blurred” and are no longer precise. The modern organisation must use both IS and IT to not only drive 
business processes but to also maintain a strategic and competitive advantage in a marketplace which is 
constantly changing. Given these demands, the management of IS and IT must be viewed in the same light 
as the management of other major functions within the organisation (Peppard, 2010).  
There is an implied formal recognition by top management of the value of IS and IT requiring management 
by a C-level counterpart, seen by the creation of the position of Chief Information Officer (CIO) (Hunter, 
2010). We have also seen the creation of the role of Chief Technical Officer (CTO) to manage the IT 
components (Chun & Mooney, 2009, p. 323), and the Chief Digital Officer (CDO), responsible for the 
organisation’s digital business strategy (Gartner, 2012). However, the focus of this study is the CIO, charged 
with the management of the IS function. One might say that the metamorphosis of the IS Executive or IS 
Manager has been ongoing since the term CIO was first ‘coined’ by Synnott & Gruber in 1981. As the 
executive charged with the management of IS, the CIO must cope with a dynamic and volatile pace of change 
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and complexity in the business environment and must function as a strategic and innovative advisor and 
partner to business leaders  and other members of the C-suite. This has had a direct impact on the roles and 
responsibilities of the CIO, as reported across both the academic and practitioner literature (Chun & 
Mooney, 2009; Deloitte, 2018; Earl & Feeny, 1994; Ernst & Young, 2012; Gerth & Peppard, 2016; Kaarst-
Brown, 2005; Korn Ferry, 2018; Peppard, 2010; Peppard et al., 2011; Waller et al., 2010).  
Today’s CIO is required to “take a much broader role in the business, driving business transformation, 
innovating for competitive advantage and acting as key strategic partners to the Chief Executive Officer 
(CEO) and wider organization” (IBM GBS 2008, p.1). CIOs must no longer view themselves as part of IS/IT 
but must see themselves as a crucial and integral team member and a core component of the business (Chun 
& Mooney, 2009; Peppard et al., 2011). 
Motivation for the Study  
The changing roles and responsibilities as well as the status of the CIO have been much debated topics 
across both the academic and practitioner literature, and CIOs have continued to gain influence across the 
organisation (Chun & Mooney, 2009; Ernst & Young, 2012; Korn/Ferry International, 1998; Korn/Ferry 
Institute, 2018; Peppard 2010; Weill & Ross, 2004). One might say, that “…the 1990 joke that CIO is starting 
to mean ‘Career Is Over’ has been buried under the proliferation of CIOs” (King, 2011, p. 129). However, 
what is becoming increasingly evident is that the skills and competencies that served the IS Manager or IS 
Executive well in the past, although still very necessary, are unlikely to be sufficient to ensure success for 
the CIO going forward (Applegate & Elam, 1992; Chen et al., 2010; Korn/Ferry International, 1998; 
Peppard, 2010; Spitze & Lee, 2012). In seeking to “unlock the performance of the CIO”, Peppard (2010) 
presented generic competencies required of a CIO, namely; “Leadership, visionary, strategic thinker, 
relationship architect, politician and deliverer” (p.74). The identification of competencies and the 
development and utilization of suitable competency frameworks have gained much momentum across both 
the academic and practitioner literature over the past three decades and is the motivation for the current 
study. In today’s dynamic business environment, we are finding that the CIO must become a 
transformational leader and may well have to “wear several hats” (Peppard et al., 2011). In order to rise to 
the challenge, the modern-day CIO must possess the competencies to enable them to drive change, generate 
real business value and leverage innovative technologies for competitive advantage (Ernst & Young, 2012; 
Korn/Ferry International, 1998; Korn/Ferry Institute, 2018; McKinsey, 2018; Spitze & Lee, 2012).  
Our review of the CIO literature has identified that the roles and responsibilities of the CIO have had to 
evolve in order to meet the demands of the modern enterprise. The review also revealed a gap in research 
relating to CIO competencies. At a practitioner level, organisations have identified competencies and 
adopted competency frameworks (primarily across Human Resource Management [HRM]), whilst 
academic research has lagged behind practice. The motivation for this research is to identify CIO 
competencies and develop a competency framework, grounded in the literature and developed in 
conjunction with industry CIOs, addressing the need for both rigor and relevance in IS-related research.    
Aim of the Study  
Literature informs us that the modern-day CIO is required to function as a key strategic and innovative 
partner to the business and members of the C-suite, and that this has a direct impact on CIO roles and 
responsibilities. The aim of this study is to explore the changing roles and responsibilities of the modern-
day CIO and identify the core competencies required to fulfil them.    
Method Adopted  
We adopted a qualitative approach, conducted semi-structured interviews with 30 prominent Australian 
CIOs utilizing the dramaturgical model (Myers & Newman, 2007). CIOs were from 21 large organisations, 
across 6 industry sectors (services, 7; finance, 6; FMCG, 3; Media, 2; Utilities, 2; Telco, 1). The selection of 
CIOs and industry sectors was based on a method of purposeful sampling to focus on the major issues 
deemed to be important in addressing the aims of the study. Interviews were recorded and transcribed, 
observations and field notes were also included for analysis. Data analysis commenced early and was an 
iterative process guided by Van Maanen’s approach (1979) and enhanced by Corley and Gioia (2004). Each 
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interview transcript (data set) was subjected to thematic analysis. Memos were created to capture the major 
themes that emerged and the memoing process continued throughout the whole data analysis process.  
Outputs from the Study 
Empirically validated CIO challenges will facilitate the mapping of CIO competencies and guide the 
development of a CIO competency framework, for use by both researchers and practitioners, to bridge the 
gap across the literature and aid in CIO succession planning. 
This short paper reports on preliminary findings of the study and is part of a larger body of work recognising 
that despite almost four decades of research, CIO competencies are still largely vague and ambiguous 
(Deloitte, 2018; Ernst & Young, 2012; Heinsman et al., 2007; Hust, 2010; Korn/Ferry International, 1998; 
Korn/Ferry Institute, 2018; McKinsey, 2018; Peppard et al., 2011; Waller et al., 2010). 
The CIO Landscape 
Researchers and practitioners agree that the role of the CIO is multi-faceted, dynamic, inherently pressured, 
complex and tense, requiring a multidisciplinary knowledge and skill-set (Chun & Mooney, 2009; Ernst & 
Young, 2012). However, despite almost four decades of research and debate, the roles and responsibilities, 
as well as the status of the CIO remains vague and ambiguous (particularly in relation to other more mature 
C-Level counterparts such as the CEO and CFO), (Chun & Mooney, 2009; Earl et al., 1994; Grover et al., 
1993; King, 2011; Peppard, 2010; Ross & Feeny, 1999; Stephens et al., 1992). It is accepted that CIOs have 
gained much influence across organizations, however, it appears that no matter how abundant the presence 
of CIOs may be (King, 2011), their roles and responsibilities are still evolving (Hunter, 2010; Stephens et 
al., 1992; Weill & Ross, 2004;). This sentiment is echoed by Peppard et al., (2011) who agree that despite 
the plethora of studies, the CIO role has become more complicated and less definitive, “the position of the 
CIO has moved centre stage, but this has not always been for the right reasons” (p.73). The general 
consensus is that the CIO needs to be able to fulfil multiple roles simultaneously, as technocrat and business 
strategist, innovator, evangelist, Utility/Facilitator/Agility IT Director (Peppard et al., 2011); landscape 
cultivator, triage nurse/fire fighter, innovator/creator and opportunity seeker (Chun & Mooney, 2009).   
Given the dynamic nature of the business environment, and an increasing dependence upon IS/IT, there is 
an expectation that the role of the CIO would have attained full acceptance and been elevated to “the status 
of leading member of the executive team” (Ross & Feeny, 1999 p.14); however much confusion remains over 
the roles and responsibilities as well as the knowledge and competencies required by the modern-day CIO 
(Deloitte, 2018; Ernst & Young, 2012; Hust, 2010; Korn/Ferry International, 1998; Korn/Ferry Institute, 
2018; Peppard et al., 2011; Preston et al., 2008; Waller et al., 2010).    
The Characteristics of Competency  
Literature across both the academic and practitioner spectra support the notion that testing for competence 
rather than intelligence is a critical differentiator of job performance or proficiency (McClelland, 1973). 
Competency as a ‘characteristic’ intrinsically linked to an individual’s behaviour and job performance was 
initially postulated by White (1959), and is generally accepted across both the academic and practitioner 
literature. However, as reported, empirical research on competency has lagged behind practitioner studies 
and a distinctive gap exists between practice and theory (Heinsman et al., 2007).  
Literature in relation to competency frameworks spans across many areas, including Accounting, 
Behavioural Management, Education and Training, Engineering, HRM, IS/IT, Leadership, Organisational 
Management, Medicine, Psychology and Software Engineering (Boyatzis, 1982; Cheetham & Chivers, 1996; 
1998; Clark & Armit, 2008; Heinsman et al., 2007). However, conceptual research across disciplines reveals 
that the concept of competency is highly polymorphous and not amenable to simple definition. Debate 
exists within the literature, making it difficult to identify or ascribe a sound theory, or to arrive at a 
definition which is able to bring together all the different ways in which the term competency is used 
(Norris, 1991; Boam & Sparrow, 1992; Snyder & Ebeling, 1992; Boon & van der Klink, 2002; Delamare Le 
Deist & Winterton 2005). There are many diverse and divergent definitions of what constitutes a 
competency, and although widely accepted as a valuable concept in both the characterisation and 
development of job proficiency, there is no one clear definition of competency which can be adopted.  
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Traditionally, competency has been conceptualised in two broad ways: one which sees competency 
grounded as a personal construct, and the other which sees competency grounded in the context of the 
workplace or within a specific occupational context (Guthrie, 2010). However, to date, researchers remain 
divided on the definition as well as the measurement of competency. The notion of competency as “an 
underlying characteristic of a person which results in effective and/or superior performance in a job” is 
generally accepted (Klemp, 1980 p.12). This has been further developed by Boyatzis (1982), deeming 
competency to be “an underlying characteristic of a person in that it may be a motive, trait, skill, aspect of 
one’s self-image, or a social role or body of knowledge which he or she uses” (p.21); Woodruffe (1993) 
extends this view to encompass “a set of behaviour patterns that the incumbent needs to bring to a position 
in order to perform its tasks and functions with competence” (p.32).  
The notion of competency having a direct effect on an individual’s job performance and being related to a 
“cluster of knowledge, skills and attitudes (KSA’s)” (Parry 1996, p.48), as well as behaviours, has been 
widely accepted (Bassellier et al., 2001; Boyatzis, 1982; Klemp, 1980; 1982; Klemp & Spencer 1982; 
Korn/Ferry Hay Group, 2017; Spencer & Spencer, 1993; Woodruffe, 1993). The view is that even though 
competency may be acquired through a combination of education, training and experience, and innate or 
natural abilities possessed by the individual, ultimately, competency is more of a state or quality of one 
being well qualified to perform a given task. In addition, the relationship between the type of skills, 
knowledge and abilities honoured in academia, and the types of competencies valued in practice, is a 
tenuous and challenging one (Schön, 1983).  
Following from the literature reviewed above, and to facilitate our understanding of the characteristics  of 
competency, Table 1 presents an overview of the individual aspects of competency. This highlights the many 
definitions of competency, different adaptations of the way in which the term is used, and reveals a lack of 
clarity within the literature (Delamare Le Deist & Winterton, 2005). Parry (1996) notes that “not all 
competency studies are created equal” (p.48), highlighting that there are major differences across studies 
in terms how of competency is viewed – either as an input (USA), or as an output (UK & Australia) of human 
behaviour (Parry 1996, p.47), also reported by Delamare Le Deist & Winterton (2005) and Mulder (2007).  
More than four decades after McClelland (1973) first introduced the term, we still have much to learn about 
how competencies are developed and drive performance in the workplace (Korn/Ferry Hay Group, 2017). 
According to Norris (1991, p.332), “as tacit understandings of the word [competency] have been overtaken 
by the need to define precisely and [to] operationalize concepts, the practical has become shrouded in 
theoretical confusion and the apparently simple has become profoundly complicated”. Boon and van der 
Klink (2002, p.328) agree and describe competency as a “fuzzy concept”, albeit “a useful term, bridging the 
gap between education and training requirements” in order to aid job proficiency. 
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White (1959), McClelland (1973) 
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Klemp (1980) 
 
✓ 
 
✓ 
      
Boyatzis (1982) ✓ ✓ ✓ ✓ ✓ 
   
✓ ✓ 
Klemp & Spencer (1982);Parry (1996) ✓ ✓ ✓ 
   
✓ ✓ 
  
Spencer & Spencer (1993) ✓ ✓ ✓ ✓ ✓ 
 
✓ ✓ ✓ 
 
Woodruff (1993) ✓ ✓ 
     
✓ 
  
Gonczi (1994) ✓ 
 
✓ 
  
✓ ✓ 
   
Lucia & Lepsinger (1999) ✓ ✓ ✓ 
 
✓ 
  
✓ 
  
Bassellier, Reich & Benbasat (2001)  ✓ 
 
✓ 
 
✓ ✓ 
   
✓ 
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Mulder (2007) ✓ ✓ ✓ 
   
✓ 
   
 
Table 1: Definitions of Competency from the literature 
 
Even though many definitions of competency exist, there is general consensus for the development and use 
of competency frameworks to classify and harness organisational expertise. Both practitioner and academic 
literature informs us that the use of competencies and competency-based frameworks or approaches, 
provide the best opportunity to both identify competencies required for job proficiency, and develop them 
within individuals Deloitte, 2018; Ernst & Young, 2012; Korn/Ferry International, 1998; Korn/Ferry Hay 
Group, 2017; Korn/Ferry Institute, 2018; Mulder, 2007; Spencer & Spencer, 1993).   
Competency Frameworks 
A competency framework can be seen as a descriptive tool to assist with the classification and identification 
of the competencies required by an individual in order to function in a role within a specific professional 
context; it can be likened to a ‘behavioural job description’, defined for each occupational function and each 
job (Mulder et al., 2006). The adoption of competency-based frameworks and the acceptance that 
competencies can be measured against well-accepted standards, is an encouraging move. Particularly so 
when we consider that competencies can be positively correlated with performance on the job, and that 
these very competencies can also be improved via training and development (Parry 1996, p.48). At an 
organisational level, competency has also been suggested to be the qualities i.e. (values and attitudes), skills 
and knowledge of effective managers who have the ability to perform the functions required of them in the 
workplace (Gonczi, 1994). It is therefore not difficult to understand why organisations actively seek to 
develop their individuals’ skills, knowledge and attitudes, with a view to increasing workers’ overall 
competencies. Literature informs us, that this, in turn, could lead to an improvement in the organisations’ 
overall productivity and potentially their competitiveness (Korn/Ferry Institute, 2018).  However, in order 
to seek to increase competency within the CIO domain, we must first be able to identify and classify this 
construct by looking deeper into the literature relating to the identification and development of 
competencies and leading to the subsequent development of a CIO Competency Framework.  
 
Research advises that an individual’s traits and characteristics are the foundation of competencies, upon 
which knowledge, skills and abilities (KSA’s) are built. These competencies are further developed in the 
learning experience when those different KSA’s acquired by individuals are put into practice when carrying 
out different sets of tasks or functions or performing a role. Competencies are therefore deemed to be 
context-specific, with some considered to be more important or crucial than others; this is often dependant 
on the extent or degree to which a competency is required for the specific task, function or role (Boyatzis, 
1982; Delamare Le Deist & Winterton, 2005; Chyung, Stepich & Cox, 2006). If we accept that competencies 
are context-specific, we also accept that different jobs/roles require tailored sets of competencies to 
maximise job proficiency. The challenge for organisations is to identify the combination of competencies 
required by individuals to maximise proficiency in performing a specific function or role, in the context of 
this study, the role is that of the CIO.  
Competency Typologies  
To identify competency constructs, researchers have proposed three general typologies, Functional, 
Cognitive and Social & Behavioural, a summary of seminal work is presented in Table 2.  
 
                         Typology   
Reference                                             
Functional Cognitive 
 
Social & 
Behavioural  
Katz (1974) Technical/Professional Conceptual/Personal Human/Social 
Spencer & Spencer (1993) 
Delamare Le Deist & 
Winterton (2005) 
Skills Knowledge 
Attitudes/ Behaviours/ 
Motives 
Winterton et al., (2006) 
(French) 
Savoir-faire 
Know-how, based on 
experience 
Savoir 
Knowledge, know 
that 
Savoir-être 
Knowledge - to be, 
Know-how to behave 
 CC’s for the CIO – Core Competencies for the Chief Information Officer 
  
 Fortieth International Conference on Information Systems, Munich 2019 6 
Mulder et al., (2006) Functional Cognitive  Social/Behavioural 
 
Table 2: Competency Typologies 
 
The Functional perspective of competency seeks to identify and categorise skills and abilities of an 
individual which deem them to be more successful than their counterparts. The Cognitive approach 
incorporates mental resources of individuals (including informal tacit knowledge gained experientially) 
that are used to master tasks, acquire knowledge and achieve overall superior performance. Whilst the 
Social & Behavioural notion stresses the importance of observing successful and effective job performers in 
order to determine the attitudes, behaviours and motives which help to differentiate them. In developing 
competency frameworks, researchers such as Mulder (2007) argue that in order to provide a comprehensive 
interpretation of competency, we need to apply clusters of KSA’s in a certain professional context and 
describe competency from a dynamic, integrated perspective (Mulder, 2007, p.16). This is accepted by 
academics and practitioners, and seen in the move from one-dimensional models of competency (focusing 
only on the functional/cognitive or social & behavioural perspectives) to multi-dimensional typologies 
embracing all three constructs to assist in the development of a more shared understanding of competency 
(Cheetham & Chivers, 1996, 1998; Delamare Le Deist & Winterton, 2005; Korn/Ferry Hay Group, 2017).  
Modelling Professional Competencies  
Competency models seek to capture and present relationships between the underlying knowledge and 
behaviours which define competency. Of particular interest are the holistic models developed by Cheetham 
& Chivers (1996; 1998) and further adapted by Delamare Le Deist & Winterton (2005). Cheetham & Chivers 
(1996, 1998) proposed a multi-dimensional model consisting of five interrelated competencies; Functional, 
Cognitive, Personal (behavioural), Ethical and Meta-competencies. Their addition of ethical competencies 
extends previous models by relating an individual’s personal and professional values to their ability to make 
sound judgements in work-related situations. The inclusion of meta-competencies addresses the need for 
competency frameworks to consider an individual’s ability to cope with uncertainty, deemed to be a crucial 
competency for all professionals (Korn/Ferry Hay Group, 2017; Korn/Ferry Institute, 2018; Schön, 1987). 
 
Delamare Le Deist & Winterton (2005) further adapted Cheetham & Chivers’ (1998) model, by blending 
personal and occupational competencies within a holistic typology and by electing to refer to Klemp &  
Spencer’s (1982) definitions of skills, knowledge and attributes, widely adopted across the practitioner 
literature, rather than the more academic terms of functional, cognitive, and social competencies. The 
authors presented their model in the form of a tetrahedron to show both the unity of competency and also 
the difficulty of separating the functional, cognitive and social dimensions within a practical environment.  
Given that the modern-day CIO must play a greater role in driving technology-enabled business innovation 
and strategy, and deal with uncertainty, both models are useful in exploring CIO competencies and in 
assisting with the development of a CIO competency framework (from identified CIO core competencies). 
Discussion and Conclusion 
Over the past twenty years, the concept of  competency has featured heavily in the management strategy 
literature years, with emphasis on core competencies as key organisational resources to be used and 
exploited to gain competitive advantage (Korn/Ferry Hay Group, 2017; Nadler & Tushman, 1999; Prahalad 
& Hamel, 1990). The benefit of this view is that it “recognises the complex interaction of people, skills and 
technologies that drive firm performance” (Scarborough, 1998, p. 229). It also helps to highlight that 
competency is greater than a skill, that it includes knowledge, connects to performance, and can be 
enhanced (Lucia & Lepsinger, 1999). This is in direct contrast to generic competencies which can be applied 
across a wide range of roles and employee groups (Bartlett & Ghoshal, 1997). Competency modelling and 
assessments help to ensure congruency between core and generic competencies. Lucia & Lepsinger (1999) 
advise that competency modelling represents the link between core and generic competencies and helps 
identify key factors driving organisational performance, while competency assessment is used to establish 
the degree to which employees possess these critical competencies (Spencer et al., 1997). Competency 
frameworks may also be used to align individual capabilities with organisational core competencies 
(Rothwell & Lindholm, 1999). In turn, they may be used as a “descriptive tool that identifies the skills, 
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knowledge, personal characteristics, and behaviors needed to effectively perform a role in the organization 
and help the business meet its strategic objectives” (Lucia & Lepsinger, 1999, p.5).  
 
Our review of the literature has highlighted the need for competency frameworks within organisations. 
Given that the modern organisation’s IS/IT are deemed to be critical elements which underpin and drive 
the engine of the enterprise, it stands to reason that as the C-level executive charged with the responsibility 
of managing these functions, the CIO must possess the necessary core competencies to help the business 
meet its strategic objectives.  This study began by identifying a gap between practice and theory relating to 
competency frameworks for CIOs. To further understand the emerging critical role of the modern-day CIO, 
and identify core competencies, we undertook a qualitative study and conducted semi-structured interviews 
with 30 Australian CIOs. Preliminary findings add to the existing body of literature presented in Table 3. 
 
                      Summary of CIO Roles 
Reference 
Innovator Strategist Enabler  Integrator Technologist 
Peppard, Edwards & Lambert (2011) ✓ ✓ ✓ ✓ ✓ 
McLean and Smits (2010) ✓ ✓ ✓  ✓ 
Chun and Mooney (2009) ✓ ✓  ✓ ✓ 
Preston, Leidner & Chen (2008) ✓   ✓ ✓ 
Kaarst-Brown (2005)  ✓ ✓ ✓ ✓  
Ross and Feeny (1999)   ✓  ✓ ✓  
 
Table 3: Summary of CIO Roles from the Literature 
 
Preliminary findings have identified additional CIO roles and related core competencies required to fulfil 
each role. The modern-day CIO may be seen as a C-suite Team Member; Catalyst-of-Change; Leader; 
Visionary; Architect or Chameleon. Core competencies identified include the ability to have an adaptive 
style; manage uncertainty and complexity; understand cultural differences in teamwork, and motivate, 
inspire and lead their teams. The CIO must be brave, they need to “set the Art rather than the Science”; see 
technology as the driver-of-change; they have to have a clear line-of-sight and know the end-game, and 
above all, be able to manage the churn and effectively communicate their vision to all parties, both internal 
and external stakeholders across all reporting lines, upstream (other C-level executives) as well as 
across/downstream (team members/staff). In order to this effectively, the modern-day CIO must be 
multilingual; they need to truly understand the business drivers; speak the language of the business; build 
trust and relationships with the business and ultimately represent that vital connection between technology 
and the business.  
 
Preliminary findings to-date support the notion that the skills and competencies that served the IS Manager 
well in the past, although still very necessary, are unlikely to be sufficient to ensure success for the CIO 
going forward (Applegate & Elam, 1992; Chen et al., 2010; Spitze & Lee, 2012). Given the crucial nature of 
the role of the CIO, and of IS/IT in driving competitive advantage, the identification and mapping of CIO 
core competencies and the development of a CIO Competency Framework will help bridge the gap between 
practice and theory (Deloitte, 2018; Ernst & Young, 2012; Heinsman et al., 2007; Hust, 2010, Korn/Ferry 
Hay Group, 2017; Korn/Ferry Institute, 2018;  Mulder, 2007; Spencer & Spencer, 1993).  
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